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The Committee's rerort ig an sdmirable effort to dira:t the

Central Intelli~ence Apency 0 fundamentals and is a genulnelr

consiructive effort to improve the rroduction of intelligeice on
which the policy of the United States should be based. Tie observa-
tions of the Committee are, in renersl, accurate, and it: chbjectives
are sound; its conclusions, however, sre, in many reapec:s, faultyr,
znd the recommnndationg for thair attairment are, in.macy cas=s,

impracticable.

Ehe larger part of the Reprert is concerned with tha amount of
coordination exercised by the Centrsl Intelligence Amer>y in regard
to the ather intellirence activities of the Covermment. It ia
realized that mn cptimum coordination bas not yat besn reached;
however, nat only a start, but conaiderable progress along the path
of comrletes coordination has been attained. Ho raps ‘emain aven
thourh 211 duplication has not yet besn abolished. m thia subjec‘b
of coordination, I am suyre the members of the Natlonmil Security Counsil
rmalize the difficulties encountered; particularly, those members
havineg to do with the unification of the Armed Services, A comrarable
rroblem hasz confronted the Central Intelligenca Arency with the added

sbatacle that one additicnal derartﬁant ia involired.

-

The Comnittec states (page 5): "—-wcoordinstion can mest
affmctively be achisved by mutual agreezent amnng the various a-encies.”
Thare 1s no guestion as to the valldity of thut statement. However, to
achieve coordination in such a menner, compromises of wording,

anrhasis, »tec., have to be accepted.' For exampla, three months wvers
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ﬂ\.hsc required to secure agreement on most of the pros/ang NSCI 'Z while it
LAY

required one yeer to resclve the differences batween the iir Force

and the Navy on one NSCID.

The Commities bagina its discussicns on ccordination with the
abtove-mentioned declaration, tat, in mmercus sases thereafter,
througheut the Report, the element of "directicn” in coordination is
intimated and even stressed., This elcoment of "direetion™ has usually
. been entirely unsccertable to the intaraaéad sgenciex, Purther, the
Director of Central Intelligence, per ae, has no apghority 4o enforce
coordination, and, indeed, the Committee (rage 41} recognizes this
vihen it gays, "The Act does noi give the Central Intelligence Agency
independent aunthority to coordinate intelligence activities.” TYet
many of the Jommittes’s recommendations hinge upon having sueh
authority, and many of the allased shortcomings are due to this lack
of authority. The rhrase, "uuch,p;pcedﬁFE would viclate the chain
of command,”™ was rereated over and'cver again in the discumsions during

the Araving-up of the presesnt KSCID'a.

In view of this lack of extlicit authority, in vlew of the

rrorress made in the relatively short time this activity hes been in

operation, and in view of the progreass already made 1n coordination
by mutual agreemsnt, it is considered that in not toc long a perled
the continued sugmentation of such & rrogram will more thaz justify

any delays incurred.

A second allaged shortcoming is that ithe Central Intelligence

Agency is "overedninistered in the sense that administrative
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ccaditions have been allowed %o guids and, on cccasion, even contrel
intallirence policy, to the detriment of the letter.” The adminis-

. tration of the Central Intelligence Agency has bosn devaloped on
the following patiern: )

(1} Budget, personnel, and other support services ars
essentisl to eny operation, and are centralized ito serve sll . -

components of the Agency.

{2} Control rrocedures ars restricted to keaping within

the budget requiremanta, insuring that iliegal transsctions

are nuvt permitted, avoiding waste and duplicstion 1n expendi-
tures, and matintzining certain standards required by security,
the Civil Service Comuiseion, the Buresu of the Budget, and the
General Accounting Office. No agency, regardless of its nature,
und nost emphatically one that hqndlea—ccpt‘ident.ial goveroment

fands, ean rossibly svoid auch controls.

Administration has advised on policy metters end should contipus

to do soc, particulorly,in the determination of the ability to suprort
operational prorosals and in the achisvement of grester efficiency with
the means avallable for operations. Administraiion bas no voice in
datermining the substance of operationnl direction, guidance, snd

L
rroduction, nor should it aver have.

There is n never-anding srpument on the merits of edministration
versus operations. The operating pecrle would like tc be given m

lunp sum for their operstions and complete latitude with regard to
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nunbers ind grades of persommel, travel authorities, new projects,

etc. The resuits of such action, without controls, is obrvious-.-

chacs--and, again, it simply cannot be dons whers govermment mzﬂ:

are invoived.

The Committee further declares: "Administrative arranpementa

which do not at first apreu-' to be efficient or sconomical may ba
- necensary in the Central Intelligence Apancy. Personnel requircimenta
for certain-$yres of work cenmot conform to normal civil servics
3tandards,‘ and the demends of securlity often impose gpecisl and
unusual procedures. This situst;ion mst be understood not only by
those resronsible for the internal orgenization of the Central
intellirence Agency but alao by Congress and the Burewu of the
Budget,” —— ""I’he centralization of ail adminiustration in ope poffice
is undesirable since secrot operations ro'g_u;r;a thelr own separste

administration.®

The Committes’s report seems to indicate undus emphasis and

alarz in connection with compliete autenomy for covert componenta of St

the Central Inteliigence Agency. There has to be an umpire some place,
and no cne, directly responaible for operations, shonid be his own

firal autherity and Judre in the utilization of funds snd personnol,

Security is adequately served through the physicel segregation
of covert administrative branches and the esteblishwent of direct

channela, both to the covert cperational officials and to Tt.ho

resronsible administrator vho 43 the third senior official in the
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Agency. Covert and overt sapprort activities are not :lntax-minglad,-
but a single administrative chief over each phase insures adequate
matual support and minimizas duplication. The Gentral Intelligence
Agency saved over sixfg poaitions ty the new organizstionsl approach
and 80 far has had few complaints., From a strictly security point
of view, there will bs bettar security than before because of not

pointing up autonomous separats support functions in a single agency.

It 1 'all very well for a group vith no‘ responsibilities or
authority to state that both Congress and the Bureau of the Budget
mist understand that the Central Intelligence Agency mst ba given,
in effect, a hlank check and a fres hand., Tn practice, the Central

Intellirence Agency must justify {ts demands with some reason snd logic

and must reassure both of those bodies that the Central Intelligence
Agency 13, at least, scmewhat careful. with goverrment funds and doea

its best to guard sgainst waste and fraud.

Another Committee cowment is: “Many able persons have left the
organization and few quelified ones have been atiracted to it. On
the higher levels, gquality is uneven, and thers are few persons vho

are outstanding in intelligence work,"

The above statement ssems to be totally unwarranted, as well
as Lo have no sctual basia in fact., Out of 267 employess in the
thres top rrades (P-6 to P-8 and CAP-13 to CAF-15, both inclusive),
20 employses have left, not sll ef them voluntarily. The followving

teble shows this turnover.
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1.

Resigned due to axtended illness and
physical inability to return tc work.

Desath,

Raquestsd by CIA to resign {not competent
to perform dutles adequately—would mot
conform to CIA policles——mnot compatent
to handle the job).

Reaipmed dve to BSC action requiring a
Stats Departiment nominee to raricce
bim {QFC).

Resimed due to diffienlties 1n securing
gssential special security clearances and
dissatiafaction over lack of opportunity for
poer=zonal pubiicity. (Replscement hea been
cbtained whe iz auch better qualified.) (0SI)

Resisned to accept cther pesitioms swd since
replaced by better gqualified pesracnnel,
(This group comprised of emrloyees whose
work was adequate but not exceptiomal. In
esch cage CIA was pleasad itc sccept the
resiznation.)

Heslqned to accept orportunities in either
government or private business not immedi-
ately available in CIA,

Regigned to accept srrolntment sa Foreign
Service Officer.

Resirned to accept military cormission.

.....

I PP

1 (p-8)

1 .(GA.F-13)

3 (1, P-8)
(1, P~7)
{1, cak-13)

1 {r-8)

1 (P-8)

g (2, p-7)
(6, p-6)

3 {P7)

1 (p-5)
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For the calsndar year 1942, the turncver in the Central
Intelligence Agsncy for gll personnel, for &ll canses—death,
sickness, maternity leave, and all other voluntary or ipvolintsry
separations—has averagad 1.65‘ per month, This iz a considerably

lousr rate than Tor mosi other govermment sgencles.

The cha.rg:e that thers are few persons outstanding in intélli-—
genca work is anatl.hcr general one and ia difficult to sustain. I;t
is aduittedly difficult te establish an absolute critericn as to
ability, bui, if scholarship and exporience do have scme bearing,
the following tables will demonairats that the Central Intelligence

Arsncy i3 not totally devolid of capable paople.

INLASSIFIED
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Lolleps 952
No Decree 15%
I L 207
II Degrees 30%
) II7 = 1%
i Eoreien Langusre
5 I 93%
11 68% .
III or more 30%
Milita i ) : : 60%
Inte ance Ay ) ) . I
I rear - 91g
Il years . 765
II1. " or more 61%

Related Zxperience . . . - - -

I Year 955
IT years 88%
1II " or more 7o,

Resid e, Fore _ e

I year ' L5
II years 7L
III " or more 275
Forelen Travel o - 558
Sex ] S S
HEJ.B : 7m
Femals . 308
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= (A= of September 19.3)
Colleze 9%
Eo Dagrae ne
I b g28x
IT Degreos 27%
7T » p ¥4 4
: Foreir
I 95%
It 71%
III or more 3%
#ilitery Service 585
Int ce F
I year 98%
I years 8%
ITT " or wore < T 708
Belated Exverience
T year 98%,
1T years 93%
TII " or nore REE
Re ane Foral
I year 46T
I1 zenrs 39%
ITT 7 or more 29%
Foraign Travel '  ss%
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r error, states the Report, is "The placipg in key
positions of a large percentage of military personnel, msry of thom
on relatively short 'towr of duty® assigmtent, tends to discourage
competent ¢lvilisn peraonnel n-om locking to suployment in the

Central Intellligence igenzy as & carser,.*

Cmitting the post of Director, which is considered in another
part of the Report, theres ia only one--out of aix--Assistant Directors
who i3 a military man. Four=-—out of six-~Deputy Assistant Directors
ares from the military services, but, censidering the fact that the
military mervices are both the greatest supplisrs and the greatsat
customers, this does noi appear unreasonable., The overall figure
iz 58 military parsonnel, or less than 25 of the total number of

exployras in the Central Intelliprence Agency.

The above Commities statement _geema‘:omewhat inconsiastent with
rocommendations In other parts of the Hepert vhich urge the assign-

ment of military personnel Yo various branches of the organization,
Budget

On page 33 of the Rerort is the statement: "Both Congress and
the Bureau of the Budget have refrained from examining in detall the
internsl workings of the Central Intelligencs Agency in order to
deternine the justification for the budget." This statement is only
partially correct gs, whils Conpress, so £ar, has not ingquired ints
detsil, the details have been gones over in the Bureau of the Budget

by an officiel who has full security clearance, It was at the
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b ’1}1 nce of the Burean of the Budgeit that a centraliszeqd ! NT & 54// [3

admipisirative staff was set up,
Security

The Committss recognizes the pnesd for security, "e-=in the
Central Intelligencs Agency vhich has unfortunstely bacoxe

rublicized as & secret intelligence organiraticn.” The Central

P PR L A aiﬁﬁ’

Intellisence Apency concurs canpletely in this, and the publicily
received has nelither been sought nor esncouraged, but hes been
actively di{scourasad. By srecial plea of the Director, various
periodicals and newspapers (Life, Time, Nausveek, U, 3, Hews, New York
Herald Tribune, smonp othera) have reflrained from publishing articles.
Ucder the existinr copditions of press and radio, it would be practi-
cally impossible to conceal completely, desirable as it undoubtedly
would be, metivities of the Cenf.ral‘:- Intetlicence Agency. Tho more
practicable manner, which has tmenr adopted; is to conceal the covert
sections by sllicwing the overt sectlons to serve as a "lightning rod”

and drsw off attention from the clendestins mctivities.

Conecise comments zn the individusl comclusions znd recommendations

o the Committee follow:

Chatter 11, paps 27. ) R .

n{1) Section 102 of the Hational Security Act of 1947
establishes a framewerk for a2 sound intellipgence system and
no amendments to this Section of the Act are deemed neceasary
at this tims,"

Concur,

T;*a' .
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b Mk (2) The Centrel Intslligence Agency is properiy placed

our govermmental atructure under the Naticnmal Security
Counel]l. "

*

Coneur.

"(3) The Contral Intelligence Amency ahould he empowered
and ancouraged to establish through its Diractor closer
liaison with the tuec mambersz of the National Security Council

on whom it chiefly depsnds, namely, the Secretaries of State
and Defenae.”

D #‘F’*WMM

et

Concur. Although an effective liaison already exists,
closer relctions will be established. :

C gr ITT 8.

(1) The centralization of &ll administration in one
office is undesirable since secret eperations require their
own separate administration.”

The Central Intellipence Agency is on the horns of a
dilemme in this problem. Until & few months ago, separate
administrations were rrovided for mecrast operation=z. Then,
the *berstadt Report recosmended a decresse in the sdmipistra-
tive overhead, and the Bureau of the Budget required that
adminigirative duplication be eliminated. So, a centralirsd
administration was instituted. Either type of organization,

it has baen demonstrated, will work.

"(2) The present errangemsnts for handling the difficult
N tudretary questions of the Central Intelligencs Apency are

: soundly conceived, and the Agency hes not been hampered in
carrying out itm present responsibilities by lack of funds."

Conenr,
12
——
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"(3) To assist ths Director in carrying out his statutory
duty of protecting intelligsnce sources and methods he should
in cases where the disclosure of secrst information is sought
from hiz and he has douht as to whether he should comrly, refer
the question to the Netional Security Council in arder that
it may dntermine whether or not disclosure is iz the public
interest.® . )

Concur.

#(4) In tha intersst of security, the Central Intelligence
Agency should increasingly spphasize its duties asz the coordipator
of intellipence rather than 1ts secret intellirsnce activities
in order %o reverse the prasent unfortunate trend where it finda
itself advertised simost exclusively as a sacret servics organi-
zation. In thia vay it can help to cover up rather than to
uncover the secret op-rations entrusted to ft."

Coneur.

"{5) The rlacing Iin key positions of a large percentaps of
nilitary perscnnel, many of them on relatively short !tour of
duty’ assipnment, tends to discourmpge compntent civilian
rerscnnel frem looking to employment in the Central Intelligence
Azency as a carper.™ s

Do not concur. -Omittinp the post of Director, which is
considered in another part of the Reprort, there is only one--
out of six--Assistant Mirector who is & military man. Four—
out of six—Deputy Assistani Directors are from the military

services, but, considering the fact that the military services
——
are both the greatest suppllers and the greatest customers,

this doss not aprear unreasonable. The overall figure ia 58
military personnel, or less than 2% of the total pgumber of

earloyees in the Central Intelligcnes Acency.
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The above Committes statement seems somewhat ipconsistent
with recommendations in other parts of the Report which urgs

the assiprment of military personnel to varicus branches of

toiy o VR

the organization.

E c r IV .

#{1) The responsibility of the Central Intelligence Agency
under the National Security Act with respect to the coordlaation
of intellipence activities, vhich i1a cpns of the most important
ones assigned to the Ceniral Intelllgence Agensy, has oot been

fully discharged.” .

Concur in the importances of coordination. Such coordination,
as the Committee points out, must be achleved by mutuzl agreement,
and, although a conplets answer has not yet besn mads, progress
has besn continuing along the desired course. Lacking sxplicit
authority, coordination camnct be imposed, and, sven whers such
guthority might exist, 1ts axercise mipht be undesirable because
of the tensiomsend resentments that would be set up. Coordination
by sgreement should be continued and should be accelerated by )
rlacing into effect the practlcable recommendations in the Report.

*{2} Ons of the impertsnt areas where more sciive sfforts
at coordination are needed is the fleld of scientific intelligence.”

Concur, This has been provided for with the etablishment

. " of the Offlce of Sclentific Intelligence.

9(3) Another important area is that of domestic intelligence

and counterintelligence ingofar ss they relate to the natiornal .

security. To imrrove coordination in this area and between it
. and the entire intelllpence fiesld, we recommend that the

1
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Fedaral Bureau of Izivestiglf-ion should be made a member of

the Intelligence Advisory Comtittes.”

i

&

El.-—

Relationships in this f1sld between the Ceniral Inlulli- .
gence Agency and the Faderal Bnru:u of Investigation have
grovn steadily in scope and in closenesa during the rest year,
There is no objeciion vhatsoever tc the Faderal Bureau of
Invastigation becoming a part of the Intslligence Advisory
Gommittes, tut it should be pointed out that the present
charter of the Intalligence Advigory Commitites permits invi- .
_tation to Intelligence Advisory Committee mestinga of agencies
in additien'tc the permznent membors, when the subject matter
to be diacussed is of intersat to additional mpencles. This
sesms to be adequate. The Federal Bureau of Investigation
wes Invited to meetings of the Intelligence Advisory Board,
but in 1946 discontinued attending these meetings. It is
thought that the Federal Bureau of Investigation would not now
care to join the Intelligence &’dviaory Coamittee as a permanent
member, but I shall be glad to invite the Federal Bureau of
inveatigation to participate on 4 permanent baais if the
Natlonal Security Council aprroves this recommendation in the
Raport.

(L) The Director of Central Intelligence shouled Le made

. permanent chairman of the United States Communicatiras Intelligence
N Board.®

Do not copcur, Having memberszhip on the United States

Communications Intelligence Board, whers procedures must be

o praay
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"(5} The Intelligence Advisory Committes is poundly
conesived, buy it ahould partlicipate more actively with the
Directer of Central Intelligence in the continuing ceordiutf.on
of intelligence activities.”

Concur, The Intalligence Advisory Committes iz now mesting
Tegulecly, at more frequent interwals, both for the purposas of
coordipation and for the joint preparation of estimates, for
briefings and pressntations to the Secretary of Defense, Comuittsss
of Congress (including the Joint Committee on Atomic Fnergy), and
the National Security Council. Increased use of the Intalligence
Advisory Commitiee for the continuing coordinetion of intelligence
activities will be carried out.

*(6)} The Intelligcnce Advisory Committes should consist of
the Director of Central Intelligence and representetives of
the Dupartments of State, Arzy, Navy, =mnd Alr Force, and the
Federal Buresu af Investigstion.. Other departments and agencies

would ait as sd hoc members vhen appropriata,”
4

Do not concur. There is no objection to the participation
of the Federal Buremu of Iavestipgation na a member of the
Intellirence Advisory Committee, but it is balieved that much
benefit is obtained by the presesce of representatives of the
Atoemic Energy Commission and the Joint Intelligence Group as
permanent memberz. There seems to ba no valid reason for
drorring these latter two members, The Atomic Energy Comuission

is particularly desirous of maintaining this relstionship.

r,
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The Interdepartuental Coordivating and Planning Staff
should be reconstituted as a staff responsible only to the
Director of Gentral Intelligence, with the task of developing
plans for the cocrdinatiop of intellirence activities.?

Concur. This is its ﬁresent crganization and its present

tack.

"{?} The responsibilities of the Office of Collection and
Dissenination with respact to the coordination of collection
requirements and requeats and the disseminstion of intellligonce
should be carried out under the new Coordimation Division. This
is subjeet to future determination of the extent to which
individual Cffices may conduct their own dissemination.”

D¢ pot concur. See recommended organiration at the end

of. thase comments. * ‘L,-,

({"':3911
Chapter 7, pere 97, . Pr!}:-? !, '

*(1} In “h2 Central Intelligence Agency there has been
confusion betwesn the responsibllity of preoducing coordinated
national intellicence eutimates and responsibility for
miscellaneous riseerch end reporting activities.®

Thias is a Wroad statement that needs quelification. Both
typea of activities may hava been performed, but there has heen
no confusion bezween them, and both were found to be necezasry.
It is believed :hat vhat the Committee describes as "ccnfusion”
has resulted from the Central Imtelligence Agency's recognition
of its threefold responaihilities as the producer of nationgl
intelligence esuimates, as the intelligence facility of ths
Ratiomnl Seeurity Council, and as the ageney resronsible foxr

performing services of common concern. The Committee has feiled
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n | to reeugnizc the gep that exists batween thn Central Intdliliigence’
“Ebl&SSiFlEB . Apenq # explicit responsibilities, as st forth in WsCID #3, - ;
' end the Centra Intelligence Agency's mm responsibilities
as the intelligence facility of the Hutional Schrity Council.
Morecvar, K5CID #3 15 so rigid with rsnpaut to the Central
Intelligence Agoncy's praduction reaponaibilitia: and so flaxible
vith respesct to those of the departmental intelligence agenelsg
thet its ugsefuiness ss & working docuﬁent is seriously 1npaircd.
The Committes's conclusion is made on the basis of & danéamus};r
limited view of the Central Intelligence Agencr's responsibilitig?
Tor 1ﬁtelligenqe produc?ion. Such reaponsibilities should be
considered not solely in terms of the péuduction of "gogrdiysted
pational intelligence gstimetes” .and "intelligence in flelds of
commgn _Interest® bub also in terns of the Central Intelligence
Agency's role 2s the intelligence fhciiitf'ef the Presidens,
tho Hatiomal Security Council, and ﬁuch’agénciés l; may be

desigeates by thenm.

- The Central Intelligence Agency's intelligence production
resronsibilities should includs the following, and N5SCID
and NSCID #3 should ke modified accordingly to include a revised

an

{1 S TTO uce-intelizﬁence fequiraﬁ'to'raducu
to a minimum the elément of surprise in foreign situations

and developments which affect United States naticnal

security, oo -

IRCLASSIFED
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5. (2} To produce coordirated intslligence estimstes
Teguired for national plms.ng,_ pelicy, snd operational
r decisions. ‘ )

(3) To produce intslligence required to suppert
those agencies dsuigm.ﬁd by the National Security
Counell tc racaive it,

. {4) To produce intelligence ir fields of eommon
7 interest tc the Central Intelligence Agency and the

derartmental intelligenca agenciss, including economic

-y

.and sclentific intelligencs.

LTI Y

K (5} To produce intalligemee requirsd for Central
Intelligence Agency estimates not normal to gny
derartmental responaibiiities.

(It shomid bs notod that parsgraph (2) above is the only category
of intelligence which canformpg to t.-i_m defin:!.tion of national
intelligence in NSCID #3.) ‘

*{2) The rrovizions of the National Security iet for
the productlon of natiens) intelligence estimates, az inter-
preted by the National Security Council Intellipence Directives,
are sound but have not been effoctively carried out.”

e

Concur in the assertion that the provisions eof the Fational

P T T S VS R P

Security Aet for the production of national intelligetice eatimates
ars gound, but, after aimost & yeerts experience, believe that
N3CID #1 and NSCID #3 should be revised for the reasons cited

imvediately above and for the following reasonas:

-
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j The directives do not provide for sdeguate
treatment of the matter of priority within the deparimental
intelligence agencies with respect to their support of the
4 Central Intelligence jgency. OConzeguently, the Central
%_ Intelligsnce Agency is unable to make optimm use of
% departmantal intelligence and cannot depend upon timely '
% departoental actiocn in meeting Central Intelligencs Agency
T canmitments and deadlines. .
(2} The directives do not adequstely allocais
~rofuction resronsitilities and do not dafiny intelligencs
ields of common coneern,
®{3} There should be ereated in the Central Intellimence
figener 2 gmall Estimataes Division which would drasw upon and
revies the spreiaiized intelligence product of thas deparizmental

agenc.es in order io prepere coordicaied nstiopal {ntelligance
rstimites.

The Rerort is vegue concerning the detalls of the proposed
reorzanization, snd, therefora, opinion is divided on the
nncesalty or desirnbility‘or a drastie intsrnal reorganization .
mow. Howsver, if ths Committee's recommendation means that the
Istinntes Mvosion is to be large enocugh to provide its ovmp
relatively high level research suprort, the recommendgtlon is
vorknble and ni~at result in stmplification of the process of
rreducing estimates. The problem of 2 grester duplicatiom of

effort, than now exists, immediataly arises. It is belleved,

therefors, that this recommendation is premature end should be

considersd only after = revision of NSCID #1 and NSCID #3.

Ly 43?"5??ﬁﬁﬁké
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* n{,) Under the lesadership of the Director of Central .
Intellipence, these estimates should be submitted for diuscussion

and approvai by the reconstituted Intelligence Advisory Committee
whose members should assume collective responsibility for them.™

%[5} Provision zhould be made in these arrangementa for the
handling of criasis asituations when coordinated eatimates are
required without delay.®

"{6) Coordinated intelligence eatimates produced in thia
way must, in order to he effective, be recognized ns the aost
authoritative catinates available tc the policy makers.”

These ithree recommendations have been considered together
as pirts of the seme rroblem. The Central Intalligence Agency
eennot 2oree with the view that members of the Intallipence

Adviaory Cecanittee should aasums collectiva resronsibili‘H\for
Central Intelli~ence agency estimates.m-i£ ii‘aéaézag;éa“that the -
main questicn is vhat sort of estimmates should emerge {rom the
natlonsl intelllpgence structure. Those who developed the originsl
eccneert of a centrrl intelligence sroup hud clearly in mind the
evar-rrasent factor of depnrtm;ntal bias as wvell as the short-~
conings of joint intellizence, which often produces estizmates

3o witered doun in the process of reaching agreement as to be
valueless. The Central Intelligence Apency estimates can be free
frem such faultis only If they are rreduced with full cognizance

of depzartmental views but without subservience to departrental
prajudices. Intelligence Advisory Committee review of the

Central Intellivence Amency drafts should undertake to elininate
minor or arrarent differences but not to gloss over divergences

of informed opinicn. The resultent estimate must be essentially

o e 22
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that of the Cantral Intelligence Agency and oot Yhat of the

- /M?’gf'{/z‘/ //

Intelligence Advisory Committee collectively. Aoy statementa

of muld be 1m@w substantial and well-defined;

issues, as the directives now provide. Moreover, these

directives should be further modified to restrict dissent te

the fisld of responsibility of the dipsenting agency. (For

exarrle, the Offics of Naval Intelligence has an interest in ‘
political umatters but is not regponsible for astimates in tnat
fiald, and the Contral Intelligence Agenoy should not bes regulired

to publish a dissent by the Office of Kzval Intelligence on purely,
po‘liticﬁl nstters if the State Ihparbaa;:t eoncurs in ths Central
Intelligence aAgency position.) The iogie of thisz contention 1s
sinply that, Just es a dissanting member of the Intalligence
Advisory Ucmmittee cannot be expected to share in the reapsnaibility
for a Central Intellipence Agency estimate in which he dissentis,

80, br extension, the Central IntelliZence Agency has sols
responsibility for its eatimates, even vhen Intelligencs

Advisory Comniitas concurtence is complete, and does not shars

this responaibility collectively with the mmtbers of the
intellimence Advisory Committee. Concurrence shculd fortify the
estinate; 1t should not create an ertificinl respousibility.

The Report does not reflect a clear understanding of this vital
aspoct of the coordination theory. To the Committes, "national®
Intelligence ls merely "coordinated" intellipence, and coordinated

intellizence is Joint intelligence, ai the murcy of departmental

bins, .
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Althouph the Report favors the method of preparing drafts

_”.

in an ad hoc commities, experience shows ihat this procedurs
is timseconsuring and inefficient, The Ceniral Intelligence Agency
balievas thet coordination.procedures will be effestive only if

its @pstmtos personnel produge the indtial draft as & besis

for discussion with a permanent, full-time, substantively

PR SR L

compatent Intellipence Advisory Committen mb;cmittu, prior

s

1o the subnittal of the esiiastes to the Dirsctor for Intelligence

Advisory _comittee action,

Thera must be affective means for ,hlndling gis situations.

In the past, an informal procedure, which worked, was in effect.
This procedure i3 nov in process of being formalized by agreed,

written understanding.

- The Central Intelligence Agency's estimatesmust ggym their
distinction as the moat auﬂmr:&ativn intelligence available

to the rolier makers. It ls, however, recoomended that the

Wational Security Council enjoin the policy makers to pive /
the Central Inbtelligence Agency such culdance in matters -
Partaining to natiomal policy that Centrsl Intellipence Agency

support will be more dirsctly responsive to their needs.
- Chapnter V gre 9 . . .

“{1} In additicn to the Estimates Division recommended in
the previous Chapter, thera should be created out of the preaznt
Cffice of Rerorte and Estimates a Research snd Rerorts Division
to accomplish central ressarch ln, and coordinated production of,

ssefss—

e SNy
BT

WER 8 . _' Ty
RN v B

2 R?A&‘ﬁ‘sﬁ?w‘,ﬁﬁw PRV



%4 ?ﬂ’/Eé

. “ﬁbkhss iF - intalligence in fields of common interest. The staff of this

Divigion should include sufficient representation f{rom the
State Department and the Services to insure that thelr needs
are adequately met."

-.‘
-

T

The Rerort is vague concerning the details of the rroposed
reorganization, and, thersfors, opinion is divided on the
necessity or desirability of & drastic internal recorganizetion
now. However, if the Comaittee's racommendation memns that the
Eatimatos Division ia to be larpe sncugh %o provide its ovm
rolatively high level research support, the reccamendation is
vorkable and miaht rasult. in simplification of the process ot:

rroducing estimates. The problem of a greater duplication of

eflort, than now exists, immmedigtely arises. It 13 belisved,
therefore, that this recommendation i{s premature and should be

considered only zfter a reviston of N3CID #1 and RSCID 43,

Simiiarly, the prcposed’aeseurch and Reports Division,
including « bhasic economic research unit as well us‘the pres;nt
Mar Branch and such other facilities as might be detormined to
brlong there, could rrofitably operate apart frem the
Estimatea Nivision. It must be pointed outi, however, thet
these racommendations sre made within the framevork of the
entire Report. It would be highly inadvlisable to separate the
present Office of Rerorts and Zstimates functions without
making sure that corresronding chanmes will be brought asbout
in the functions and facilities of the departmental intelligence

amencies, pariicularly in their relaticnships to ths Central

LS
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Intellirence Agency. It should be recognized that dscentra~
lizatiocn of intelligence productlop rezronsibilities, as
recomnonded in the Rerort, necsssarily involves substantial
rroblens of coordination, flou, roubing, and pricrities of
access to scurce matarials, and raises the potential ‘dnnp_ar
cf an even grester duplication of elfort than now exists,
This, proposal will be further diacussed in the recommendcd

organization at the end of these comments. Z/
7"

7(2) The Coordinotion Division {reconsltuted Interdersrt-
dental Coordineting and Planning Staff) should be given the ;
resyoneibility for studying the sctusl scops of the Research i
and Perorts Livision 2nd for recommending those services of r
comaman <oncarn which should bs performed centrally.”

Concur. I% 13 bellewvad that the reconstituted Interdera
fnntcl Ucordinetine and Planning Staff should deﬁérmine vhat ﬂ%?}v
re7ision of NSCID #3 ia neededf'in collaboration with the
Intellissnce *Jvisory Comaittee Standing Gommitte; and rerre-

sentatives ¢ the UFTice of Rerorts ond Eatimates,

U

*(3) The rrerristy of the preparation by the Central
Intellirance Arency of essentially rolitical susmaries should 1§?
b7 reviewved. takine ‘nte consideration the need for such N
sugnaries, the existence of a number of duplicatineg summariss é
and the particuler capsbilities of the individual departusnis JQ’

~ -

-~
3

to prepare ther

‘Jl“"h
N
The Contrat In~elligsnce Agency dooa not csneur in this

recomarndation sr T4s implicetions. In referring to the Central
Intalli~ence igeney current intelligence publications as

"essentially rolitical summaries,™ the Rerort rroperly indicaves

“’_ Qss
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that those publications are based to 2 considerable degres on
State Department materials. However, a mejor cause for this
proponderance of State Department materials is that Army, Navy,
and Air Force did not until recently, as StaFe does, make mll
their highest level intalligence and operstional materials
available to the Central Intelligencs Agency. A strong Netlonal

Securaity Council directive is required to remedy thiz aitnstion,

Concrrning the problem ofrduplicntiou, the Ceﬁtral Intelllgence
Agency believes that such duplication is more apparent thajp/
real . Each of the departmental asencies produces periocdic
sumgaries which are designed for a specific audlencs, and no

ene of those publications could meet the needs of the other
audiences (Even the State Depzrtmﬁnt summaries ars specialized;
they are diplemati: summaries for readers with =2n intlmate knowl-
edre of diplematic operations } The Central Intelligence Apency
current intslligence publicatldﬁs are the only ones desirmed
rrimarily for the President and the Nationsl Security Council.

It fs believed that only the.Ceutrgl Intellipence Ageticy has the

rerspsctive and the {reedom “rom blas necessary for proper

rerforz=nnce af this dellcate and significant function.

The President and the members of the National Security
Council have rareatedly axpressed their aprroval of the Centrsl
Intelligance agency Daily end Weekly Summaries. Although the
Rersrt mskes no srecific reccmmendation concerning the Ceﬁtral

Intalligence Agency monthly "Review of the World Situstion,n

-
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tha ppblication has been well received insofar as tha Central
Intellicence Apmency has been able to ascertain.
*{4) The warlous reports, studies and summaries which are

not national intelligence or recognized services of common
concern should be discontinued.” -

Conecur, /( o et B
2L
_/’[:16”

Charter V11, rare 104,

{1} The Office of tlperations congists of three distinctive
activitles, which represent useful and recoenized functions in
their own rield but have no particular relation to each cther.®

Do nout comcur. These activities are closely bound by the
lirk thnt they are the only Central Intelligence Agency activities
eniaged In the gvert collection of intelligence infaormation. They
are alika in that sach maintains’“opep“ fiald offices, each
cellacts "raw” in“urmation from';open" sources, and each
rrovides gervices of common concern. These activities do not
verfor;y resestch, aneliysis, or evaluaticn. All, by their tasks,
st adzit openly to heing part of the Central Intelligence

arency. The ithrae branches are further related, 2» follows:

(1) The Foreirn Documents Branch and the Foreign
“roadeast Infcrmation Branch share foreign lanpuare press
ind rroparandn ssurces, deal with orenly rublished meterial
of 2 similar character, and require persoennel- with spacialized
Iinruistic qualifications. The Foreipn Sroadeast Information

Branch's ovarzoss Cleld bureaus and the Foreign Document

e P C
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Branch‘s docvments collection teams abroad are overt
Central Intelligence Agency operations, requiring
administrative support, which are unconnected with
covart Contral Intelligence *gency operaticas and
admnipigtration in the same areas.

. {2) The Contact Branch and the Foreign Droadcast
Information Brench each have extensive domestic field
installations cutside the Weshington area. Problems of

3pace, supbly, communications, security, itransrortation,

rersonner adminigtration, and direction frem headguarters

are thy same for the Foreign Broadeast Information Branch's

Fesedn ingtallatlon as for the San Francisco office of the

Contact Orench, althoush operating independentiy in the

finld

*(2) The Contact Branch shuéld ba interrated with the
OfCice of Sprcial Iperat?ons and Office of Poelicy Coordination

‘inder sinrle over-2il directizn (Operations Division) within
the Central Intelligence Arency.™

fo not zonous

{1) “"epresentatives of the Gontact Branch are
. identified &s Central Intellirsence Agency employees and
must use an open sprroach to United States organizations,
inotitutions, and {individuals, As is correctly ztated
{pame 96): "These sources do not wish to ke embroiled in

anythine that resesbles espionsge despite their eagerness
to rluce at the dispoaal of the Governmenti information which

o ! .. . e -
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o~ E aust be apriled not only to the information colleected 3z
§\ ‘J" f% by the Gontzect Branch, but slsoc, in many cases, to the
H o :

aetheds by which the Contact Branch collects it. The
rrimary distinction betwsen field operatives and collectors
of the Contact Branch and those of the 0fficz of Speciat
Operations and the Office of Policy Coordination ia,
howsver, that the former are, und must be known as,
rerresentatives of fhe Central Intelligence Agency,
whereaa. the latter must coneceal! their connections with

this Apency

(4) Administrative arrangements for the domestis ;
uperaticns of the Contact Branch and the forelgn operations
af the Office of Policy Coordination and the Qffice of
Jrecial dperaticns are completely difforent. The cverﬁalf
administraticn of the branch hesdquarters and field offices :
18 identical with that of the non-covart offices of the
Zentral lntellirasnce Agency. ‘The princiral exception to
this unifcrmity iles in the field of alien interrogation.
Intepr=tion o the Contact Branch with the Office of Speeial
Orerations and the Office of FPolicy Coordination would involve
axtreme administrative cemplications,

. "{3) Hore actlve efforts sheuid te made to exploit {ntelli-r
mance “rom foreisn mationality pooups and foreign individuels in
the United Jtates, and steps should ke taken by the Director of

Centrni Intelligsnce and the Intelligence Advisory Committee ta
cocrdinais the activities of the varions apencies in this field."

3¢
B —-—
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Unification of the Contact Branch's major domestic
activitie: vith foreign esrionage and countereapionage
orerations would sericusly increazse the possibility of
cearromising sither operation. The alien intervogation
function of the Contsct Branch, insofzr as the expiloitation
of defactors 1s conczerned, iy the only point at which

thare 1s a close connection vith espionage and covert
intellizence operstions abroad.

2 |8

l

R R

li ll Ill

(3) Provision of adeyuate security cf source, limita-
tien of disseainotion of Information, discretion of psracnnel,
and the secure handling of sensitive materials are functions
which are not sxclusively confined to covert opermtions.

It ts obvious thut "highly confidential relations with

outcide eontacta are required,” and that security restricticns

~3>]’&i£j 29
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b ‘ Concur  An arreement on procedures regarding this tosk _

is nov practically completed between the Sentral Intellipence
Agency, the Intelligence Advisory Commuittes spgencies, and the
Feders) Bureau of Ipvestigation.

®{;} The Foreign Documents Bransh sheuld be made part of
ibe proposed Research gnd Reports Division if cone is creatad,®

Do not concur The Foreign Documents Branch at presen®
oprrates under various inter-agency agr'eemsnts, rroviding a
centrel zxploitation service for captured documents and current
foreirn publicaticvns, inciuding books, periocdicals, and the
daily press. The translation gervice of the Foreign Documents
Brancshk, althourh estabiished primarily for the Centeal Intelli-
Jenve deency, is extensively used by all the Inteiligence
Adrisery omaitter 2pencies, which have limited transletion
“peilities, oapeclally “or the Oriental”and Near Eastarn lappuages.
Thet the Forael-n Documents Brtmch‘s' wark must "be performed in
close relaticonskip to snd under the constant puidance of the
consumer arencies™ is oSotneurred in Since the Sorelgn Documents
Srnch'a mafn wark {5 done at the request of; and according to
the sraeific requiremonts of, the departmental intellipence
areneicg as well as those of the Cential Intelligence Agency
{Cffice of Perorts and Sstimates, Office of Spocial Cporaticans,
et~.}, *he ruidance of the interssted sections or desks is
nlxiys tvailable. The 8ranch at present operates centrally,

rroducing raw intelligenze Information in English from foreign

A Ty -7 . aw - s v
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of the Braonch with research and evaluation sections of the
Central Intelllgence Agency would bemefit the latter, but would
tend io cut the operation off frem the Intelligence Advisory
Commitiee consuners. It may be noted that this Branch was once
o part of the current Office of Reporis snd Egtimates, and this
subordipation vas found impractical. Under sach directiom, the
operation tends to become an adjunct to Teantral Inteslllpence
Agency research rrojects, rather than a collection service
vhich provides large quantities of forelign informastion in a
useablie form, not only to all the intelligence agencles, but io
sther perts of the miiitary egstablishment, such ss the Research
and Dovaiorment Joard, the Sechnical services, ete,

#{5} If the Foreipn Rroadegst Information Bramch remains
a part o7 the Central Intellipence Agenicy, i1t should probably
be administerrd by the neow Operations Divisiom, but its product

should be wurrently available for analysis in ithe new Research
sty Repsrts Diviation.” - o : -

Pe not sonecur

{1) It is imrlied that the Committee has some reserva--

tion as to vhether or not the Foreign Broadcast Inforpation

fyanch should remain & part of the Central Intelligence

Amency, It is believed that as a "service of common concern,”

primerily to the intellipence agencies, but also Lo various

cther depariments of the Government, the Porelgn Eroadeast

Infarmation Sranch cen function more efficiently as a part

l_? 3.-/){,5‘5"’
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243 \)b of the Central Intalligence Agency than under any sther

goveroment agency-.

{2) The activities and suppoert of the Foreigm
Broadeast Information- Branm are at present mors closely
relatad to the overt !‘unctiona and offices of the Central
Intaliipence Agency than to those of the covert offices,

(3} The direction of the Foreign Broadcast In!'oz-mtiol
Branch by & divisién engaged in the dlrect supervision and
control of all covert activities would so overload ths policy-
making officials of tbat office with major decisions in
u?related Flelds that adequate guidance wvould be most
difficult.

{4) The inference that the Foreign Broadcast Informa~
tion Branch should enter the interpretative anslysis and
evaluation Tields {psge 101} would l";quirew research facilities
now exiatent in all the Int‘;ni;nc- Advisory Coomlttes
arencies and thereby n:raatnduplicai;ion. Foreign Broadcast
Information Branch material is currently anslyzed from a
factual point of view prior to its dissemination. Ainy Lo
further interrretation or evaluation of brosdeast material
betwsen time of monitoring and time of délivery to consumer
agencles would graatlg diminish the usefulness of the
Forelgn Arozdcast Informetion Branch's product. The value
of the Foreign Hroadeast Information Branch liss chiefly in

the rapidity of its collecticn service.

WS
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Ghapter VIIL. rage 129. NT 54 /3¢

#(1) The covert opereticna of the Office of Special
Operations and Office of Policr Goordination and the activities
of the Contact Branch of the Cffice of “perations should be
integrated, and the three operations should be brought together
under single over-all direction {Opsrations Tivision) within the
Central Intellipence Agency,"

Concur, except for the Contact Bramch of the Office of
Operaticns which does its work overtly and, therefore, should

nct be assimilated into & covert organization.

In this conmnection, the O0ffice of Special Operations and
the 0ffice of Policy Coordinaticn were formerly interrated and
cembined into one office during the peried vhen HSC 4~4 was in
affect NSC 10/Z stotes explicitly that the Office of Policy
Ccerdination shall be antonomous in the Ceniral Intellipence

Apency . J

"1(2) Covert intsllirence activities conducted by the
Central Intellirance Apency and other agencies in occupied areas
sheuld bn reviewed in order to effect close coordination.®

Concur This is being carried cut at the present tiume.

7{3) Measures should be initisted within the Central Intellis

gence Arency looking toward better coordination of the handling
of def=ctors, which concerns Amcrican intelligence agencics
abrond as well as in the continental Hnited States,

Concur. This, too, is beine done on 2 continuins basis,

"{4) The Office of Specia) Dperations (or the nrw Operations
Divisicn} mms=i rive primary attention to the bullding up of =
corps of trained rersonnel for operttions abroad.”

GASSHED -
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think of the Office of Spacial Operaticns caresr in terns of

|
P P_— " = }

cther rrofessions, such sg the lsw. In lav, thres yaars of
formal study constitutes mersly s msatal cosditioning and the
aequiring of s rationals Pr.px;rgto:y to its practics. The
carser itsell hss dsvalopesd into inmmershle f{elds of speciali-

s

T T

zation. Housver, it is within the powver of lagal axperts to
judge ths comretence of aembsrs of the professicn since it has
established standards. An examination of the plaintiff's and
defendant's briefs againat the judge’s cpinion and legsl
precedance permits an evaluation of professionsl ability which

- will at least find & substantial body of coneurrence within
the profesaion. The Office of Special Opermtions is only
baginning to establiish standards or & !‘lllltiﬂ'l sense of waluesa
in ita own profession which enables competarica to be recognized
universelly within the intclligonct“pm—r-euion. The Office of
Srecial Qperations training is daveloping in a smound manner since
it i{s formalizing a program of instruction based on case histories
and field experience. This course of study is being continually
refined by the criticisms of {nceaing f‘!.ald peracunel who have

rained naw techniques end sncountered special conditicns which
|

require revisiona in the training program.
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"{6) The counter-esrionarc activities of the 0ffice of
Specisl Operations should be increased in scope and emrhasis,

-
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and closer liaisen in this field should he established with
the Foderal Muresu of Invesiigation.”

Concur Thig is being done. This continued implomentation
will naturally result In a higher quality of counteresrionage
activity which will in turn directly influence the Central
Intelligence Arency relationship with the Tederal Bursau of
Invaytlivation. It should be noted that the Centrsl Intelligence
Ageﬁcy daception activity hes already brourht about a clesa
ralaticnship with the Federal Bureau of Investigatlion and other
government depar-montz in this highly sensitive field of intelli-
~ence  Furthermore, it has resulted in the special training of
135lstants in the zrecialized field of double agents,

“(7}) Rrlations with departmental acencies should be brought
cleser, and the guidance yhich the Office of Special Operations
receives from intellicence consumers should be strengthened
Thiz mlcht be achieved by Lncluding représentatives of the
Service arenciers ind the State Department in the Information
Contro. Secticn of the Cffice of Special Operations,”

Concur It must be noted that this will inereasa the
nuzter of miiltar” personnel employed in the Cantral Intelligence
Arency

"{3) The "irector should assure himsgelf that the Office
of Special Oprrations is recelving adequate informaticn on the
current and strategic intelligence needs of the Govermment.

This mizhit be ichinved by =stablishing cioser relstlons with
thn Secrntariex of Stzte and Defense.”

- Seoncar,

—

? (_'_){"

i



LSS

P
' w7 859 40

Q) The Office of Spmcial Operations should axercise
2 greiter measure of control over the dissemination of itz own
material, ™ - o ’

Do not cgneur. This would again produce duplication which
hag aiready been szo sharrly criticlzed. Save for opsrational
mattars, normal dissemination, subjeet to sacurity safe-guards,
should be employed. '

"{10) The Nuclear Energy Group should be moved from the
Office of Special Operations to the propossd Research and
Rerorts Division where it should be a part of the general
scientific work.”

Concur  The Nuclear Fnergy Group has already been moved
to *he Office of Sclantific Intelligence.

"{1.) The Oiffice of Special Operations should have sccess
to communisationz intellipence to the full extent required for
guidunce in directine {ts operations and for more effective
cenduct of ccunier-esrionege. ™

Concur This ig being done. In thic connecticn, the
Ceemitiee's comrment on page 125 aprears a trifle pgratultouas:
"Althoush, as nointed out elsewhere in this report {See Chapter
IV}, we have not pone into this field, there arpears to be scome
quzation whether the Office of Srecisl Operaticns now has
adzquat+ and proort access to this material .® The Office of
Srecinl Operations iz receivine all information that is available

in thisg field. *

v f&.‘:“f 3
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(1} The clese relationship between covert intelligence
and covert operations and the fact that the latter is related
to Intellirence affecting tha national security justifies the
rlacing of the Office of Polley Coordination within the
Contral Intellimence Agency.”

#{2) The Office of Policy Coordinstion should te integrated
with the other covart Office of the Central Intelligence 4-ency,
namely, the 07fice of Specisl Qperationa, and with the Contact
Branch of the Qffice of Operations, and these three cporaticne

. ahould be under single over-ail direction {(Operations Diviaion)
within the Central Intellipence Apency.®

Concur, except for the Contact Branch of the Office of
Operations which does its work overtly and, thersfore, should

not be asaimilated into a covert organization,

In this ecsnaection, the Office of Policy Coordination and
the Office of Srecial Operations were formerly integrated and
combined ints one office durin'g:; *he period when NSC 4~A wvas in
effect. NSC 10/2 states ex‘plici‘tly that the Office of Pollicy
Coordipaticn shal.l be autonomous in the Central Intellipence
;xrency. To carry out the second reccmmendation ai:ove, "sC 10/2

1
will have to be revised.
Char h s 3138, . e e e . -

™1) The directing stalf of the Central Intelligence Ageney
has not demonstrated an adeguete understzanding of the nandate
of the organization or the ability to discharpe that mendate
affectively -

WSS
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Do not concur. Had the Central Intelligencs Agency been
eanstituted in a vasuum, where relations with ether cstablished
aprencias nesd not bave been taken into account, progress in
coordination, organization, end production might have been muchk
mora rapdd. Howevar, tha relationships und Inpaots betwesn not
only tha sther intelligence agenties, but alao the administrative
agencies of the Govarrment~-ths Burean of the W, the Genoral
Accounting Offica, the Civil Service Commission, ete,--hod to be
sdfusted and had to be Lived with, Disuissing the theoratical
conditions which one might have liked to enjoy, end considering
the realistio conditions which have eonfranted the Central Intel.
ligenoa Agency, 1t i3 belisved that much progress sleng sound
linas hne been made, And, what is more gratifying, this tendeocy
1s increasing in both acope and in the right direction,

#{2} Administrative crganiza';ion and policles tend to
inpade the carryibg out of itha essentlal Intelligences Minctious
of the Central Intellipgence Agenoy under the Act.r

Do not coneur, The develement of cur organivation and
funptions has been based on = policy of centrallization of specifie
reapongibilities in ainpls offices and the coordinsted work ol
tho offices as a2 team, esch concentrating in its oun fleld and
ldok:lng to the others for suppert from other figlde, ODnly in this
mamier can we aveid the confusion, duplication of affort,
ineffieioncy, and major frictions which always attend a situstion
wherein every component tries to be self-gufficient and attenpts
to do the same things, at the seme time, in the same sphere,

JdE gnﬁf953r-
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and in constant eompetition. Our organizational poliey hens
resulted in the centralized groupings shown belaw:

(1)} Roseareh, evelualtion, and productioh, em
goordinative in these flelds:
Offico of Reports snd Estimatas (exeept sciencs]
Office of Selentific Intaliigenwe
[2) Colleation and ligison control, dissanination,
11algen service, and informationm aervics, and coordination
In theso fielids:
Orfics of Collugtion and Disseaination
(3) Overt fie¥d collestion:
Ofries of Operations
{;) Covart fleld ealleqtion and counteresplanuge:
Offics of Special Operations
{5) Covert fleld ope:‘:tim:_;:
Ofpies of Policy Ceordipmtion.
{The last tws funotiems whieh had boen Integrated into one
covart offlice wgre scparnted as a result of & direoctive igsued
by the National Security Couneil.)

n(3) Continuity of service is essential for the succesaful
tarrylng cut of the dutlea of Direttor of Central Intelligesnce.”
Concur. Thia principle is obvicus, and a lack of thae
assurante of continulty vorks a hardship on both the personnel

‘af the Central Intalligence Agency and the quality of work

rerformed. Changes of Direstors with the following chenges of
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organization tend to make the Central Intellipence Apency
mpleyse Casl umceartain and insecure in hig job with cone
ssquent harm te the qualfty and guantity of his ocutputi. This
vas parbicurlarly sotiasable last Fall just befors slection when
literﬂ.lly ore extant in Washington that cne of
the Committes mea:;bo_m waz to beooms Direstor of Centmal Intellle
gence as goon as the elcotion was over,

"'(!.) As tha bast hope for sontinuity of service and the
greatest sssursnce of ipdepandence of action a civilien should
be Direetor of Central Intslllgenecs. If s Servios man is
g;i;frad for the post he shoold resign from astive militavy

Thig is a guestion that has arisen time emd time agsin,
Perhaps the best discussion of this problem is that stated in
ihe rerort of tha Eheratadt Uommittes which ls guoted, ag

T

follown:

4 moot question Is vhether thes Dirsctor should be a
civilian or & professiensl militsry mew, Thoe arpument
in faver of a service man Is that he will commsad more
confldenca from the armed services whe talk his languegs
and will reepect his roaition and peourity. With a miii~
ta;y' 2en, the predent pay acale will not prove a deterrent,
The job could be devaloped into one of the top staf?

assimments aveilable to members of the thregs aervices.

"ARguinat this, 1t 45 said thet the position reguires
¢ broader backeround and greater ver&tility and diplomatie

.
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exphriancn than is vgually feund in servica Dersonnel;

that the bost qualified and most competent cffivers

would not avcept the positlon 1f to d¢ oo meant permapent
retiremant aod an end of the rosd to lmpurtant command or
eperationsl responsibility. If s military man is assigued
te the ;:aslt!;.on am = tour of duty, he will, it ix sald,
Insvitably be influenced to some depres, ic the execution
of kig dutles, by his raz and stetus ax compared with thed
of other officers with whom he deals, He may elec be
tnflusnced by concern for him next billet.

%The principal argumant agsinst a civilian is the
aiffMSeulty of gotting & good one. I3 will be difficuld
to attraot a n=n of force, reyutation, lategrity, and
proven ad=iniatrative nbilit?: wha_has an adequete knowledge
of foreims history snd politics and 1= femilier vith imtelli-
zence technlque and the working machinery of the Govarrment
and the military eatabiishment. HNot ozly is Yhe pay low In
oouparisien to industry and the professions, btat the reward
of success is anonymity. The wisdom of putting an individuald
who lacks lntelllgence sxparience in chargs simply because
he 18 & compeisnt administrator is dubtous. & elvilien
would have the sdvantage of being free from faint of ssrvice
ambitions or rivairies., OCn the cthsr hand = civilian zay
bs mors subject to political prsssure than a u.tlns:ry man.

In certain foraigm countries thls hes cccurred. In any

-
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everd a cividian would have to be & man of eomssnding
reputation and porsenality ia oxrder to secure the
rospect and esoperstion of the Servicea, CIA's
relzxtions vith the State Department ysuld undoubledly
bsnafit fyom the presence of a oivilian director, knoum
and respescted by the Secrstary of State and his
assistants. '

"The intrinsic interest of the work, its potential
influsrice on policy, and reacognition of publio service
to Ya performed might combine 4o persuade a competent
2ivilian to zecepl the position. I so, his appointment
wvould asem desirabie. A& change in the statute that would
dlagquallfy o militswy man is not, however, revomvendsd.

"Morecver it would net be wise, at this time at Isast,
to amend the statute to Include g mandstory requirement thet
a military man, appointad as Direetor, muet retire from
the aervice. & competent officer eculd ba persuadsd te
rgtire fron his service end sbandon hiz ocareer ic besome
Direoter of CIA only if he felt some z@surance of a
reasonable tenurs of office. That no such assurancs exists
today aprears {rom the fest that three different Directors
have been aprointed sinee January of 1936, A provision
requiring the rotiremeny from servica of any eommlssioned
officer appointed Director might eprropriately be included

2
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1n the statuteeif ecupled with the provisien for
adequats retiremsnt pey in-oase he iz removed as
DArsctor,”

Chapter XI. oge 149, :

9(1) The Service intslligsnce sgencies have manifested
an inareased interest in intellipence and an atiituds oconducive
to aaccmplishing its effective coordination,”

Concur,

{2} In order %o mest sdequately their vital responsibillities
and nalntain their proper position in the dspartmentat siructure,
the Service intellirence agencies stould be staffed with qualifisd
personnel whe concentrate in intellfpencs over the major portion
of their eareers.”

Conour.,

"({3} In accordance with 2 progran of coordination initlisted
and guided by the Central Intelligence Agency, the Servics
intelligence agencies should ocnfine themaelves principally ta
those fMelds of intelligence in which they have the primary - '
interest,”

Concur,

"{£) & more ective program of ccordipstion by the Central
Intellipence Ageney would result in a higher defres of centra-
1igatien and coordiratisn of intellipence preduction in flelds
vhere the Services have a common interest.”

Conaur.

7{5) Thore ahould bs affestive coordination between the
work of the Joint Intslligence Committee In the field of mill-
tary ostimates and that of the Central Intelligence Agency and
Intelligence Advisory Committes in the fleld of national
estimates.”

- 43
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" =(1) The State Depariment, to ubich the Natlonn? Security
Councii has assigrad dontnant interest in the colleetfion and
rroducilon of politienl, eniturdl and soclologieal intellipenzs,
ehould equlp iiself xsre adequatsly to mest the legitinete
requirements of the Centra) Intelligence Agency and of other
Government intelligence sgencies for such intelligence,"

Coneur,

7(2) The apscialized intslligencs sieff in the Stats
Department, the Researeh and Inta}ligence Staff, does not now
have sufficient curront knowledgm of deparimental operations
and paliecies  to Duwnish, on behalf of the Department, the
tasic egtimates which may be required by the Central Intelli-
zance Agency and tho Servies intelligence sgencles,™

o commant.

, .

© ®*(3) The 1iaiaon betusen theé Stato Depsriment and the
Central Intelligence Apeney should be closer and put on a
contiming, elfaotive basis,”

Goncur. Authorization should be granted the Cfflice of

Réports and Estimates of the Central Intelligonce Apsncy ta [t
maintain affective 1falsen with political! and oparationsl levels 1 *'

in the State Department In additien to the lialson presently

\
au;t.hurizad with the Office of Intelligence Researsch, It is
partieularly important that the Office of Reporte snd Estimates

have affective working relationz with the 3tate Department's Lu"r "
\ e b’
Poliey Flenning Staff in order to coordimnte intelligence poewle?
‘ '_{. £+ ~
Froduction requircuents. The Office of Reports and Estimates! s
1
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intelligence production plens should be in pﬁase with the
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polioy planning of the State Depariment,

v(4) To meat the foregoing requirements, ccnalderation
shouid be given bty the Department to designating a high officer
aof the Departmen$, who has full access to operstionsl and
roltcy matters, to act as Intelligence officer. This officer,
with a smail staff, should procvess requests for departmental
intelligence received “rum the Central Intelligence Agency and
sther agoncies and ses that legitimate requeats are met through
the proparation of the requisite intelligence reporta or
estinatas by the sppropriate departzental officers. Ee should
also aat as continuing intsliigense lisison officer with the
Central Intelligence Agency and the Service intelligence agencires.”

Concur, dopending upon tha pesition of the person selectad,
Unless the individual is situsted at s high policy level within
the State Depzriment, his designation would be meaningleas, ir

not defrimental.

-'I-Il-lll’ q??£53‘- 47
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Attached horeis are charts showing: (Enclosure L) the preasent

organization snd funectlons of the Cantral Intelligence Agenny;

{Fnolosure B) an orpganisstion recommended by the Committes; and

{Snolosare O} an organization recogmended by the Central Intelligencs

Ageney. This latter recommended organization incorrorates those

recomendations of the Committes uhich ara bellaved Lo be practicable.

The shanpes in the functions of the varisus bodies ars disouassd
balow in connscticn with the organization (Enclosure C) reconmended

by tha Gentral Intelligence Agency:

Intelllmence Advisory Committee - The Intellipence Advisory Cormittee
is increased by the gddition of e
refrosentative of the Federsl Buresu
of Investipgation as & membsr,

Interdspartmental Coordimating - The Interdeparimental Cocrdinating

and Plapning Staff
and Plenning Staff ia net placed in
a Coordination Diviston because that
seens merelY to rlace unrelataed
alemente into one body.

Office of Colledtion and - Tha Office of Collection and

Disgemination
Dlssentinstion 1s retained a= a
rollewting, disseminating, lieison,
ang refersnpe branch as at present

constituted.
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of the Offiecs of Colisction and Dipseminstion bs divorced from the
lialgon functions, that the reference funations bs transferred to

the Office of Reports and Eastinstes, and that the 1iaiscn functions
be administared by the Interdepsrimsntal Ccordimating and Plaumming
Stuff, The atatsd ysason for this proposal is that the reforanve

and 1iaisen Numetions have 11ttle intsrrelaticn, that the former

ara clossly related to the rasearch functiocn of the Office of Reports
and Estimatas, and that the latter are closaly related to tha ctordin-
ating function of the Interdspartmental Coordinsting and Fleaning
Staff, The best reply to this seszmingly logical proposal 1s that

the Ageancy has already tried it out in praetice and found it uzm=etis-
fagtory, It had takem the Agerncy meny months of bard work, trial, and
error to lesrn that the sesmingly different funetions of refzrence
and imiscn are, in fast, =sc cloaelg' relatad that thay are better
rerformed by & single aduinlstrative unlt than Yy separals onsa.

It would be exaet to stato that the techniques of the Office of
Gollection and Diaseminstion are many and vericus, imvelving the use
of mueh unique machine squipment, Yui it is omiy on paper that the
fungtions arpear unrelated. In truth, they all serve a singls and
oommnn'snd: %o got and store intelligence information and moke it
svailable to thoss who need it, ‘

In 1947 the Apency was organizad with the Referance Center,
exbracing library and reglsters, 1n the Office of Reporis and

Estimates; end vith lislson assigned to ths separate Office of

I ASSIFED
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Colleetien apd Dissemination, This was similar, in prineiple, Wrmy'gz
with uhet the Committee now proposes. The only difference is that |
the Reference Center (under the Committee's propssal) would sow be
iputalled im ono of the two Diviaions into which the Office of
Reports and Fstimates would be spift, and the liaiscn funstion would
be assigned to 3 repamad Interdepsrimsntal Coordtaating and Planning

Btaff,

The sepsration of lisison and reforence funetions did net work
out well in practice. The administrative vold betuweon the two worked
%o the detriment of both, If an analyst in -th;a Office of Reports and
Estimates called for a docment imsinta be in the State Department!s
1ibrary, it was slearly the job of the intsr-llbrary loan people in
the Central Intellipence Agenoy's library to get 1t Por himy but, Aif
1t turned out that the doeument was subject to stringent securify
ragtrictions, thep it bacame the job of a liaison officer to make
arrangoments, with arpropriate officials of the “State Departmont,
for the dooument ta ba releazed, The twp joba vere one and the pams,
bt they required different approasches and dlfferent technigues,.

As the library snd lisiacn people wero undsr differsnt administra-
tions, they failed to develop intimate knowledge of each cother's
daily problems and of the feochniquss and chennels being developed to

deal with then. Delays were many, and tempers were exacerbated.

The Refersnce Centar, under the 0ffice of Reporis and Estimates,
found itself without adeguats sdministrative understznding and support.
The aain business of the 0ffice of Reports and Estimates was to deel
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with eritical preblema of a substantive nature, and the apsclalists
praparing an important estimata zgainst a tight dsadiine natursily
took prededonas over ‘Ls.tmry‘ and register patple whass problems eould
ba pat off until the mormsu, The needs of the analysts had priority,
and thers wvzs a tendoncy te postpone acticn cm the nore humdrum noeds
of ths Refarante Centsr, It seenz inescapable mt the same sltuation
would Geveldp again 1T the library snd reglsters were to be reassigned
to the Offiee of Reports and Eatimatss, or tu Y ReQaueh and Reroris
Division created out of the Office of Reports and Ustinates. In
addition, there is now an Office of Selemtifio Intelligence which
rogquires 1ibrary and registsr services no less than the Office of
Rororts and Zatimstes, and it would be unwise to make it depsndent
on ita afﬂt}ar Office for these services, I heliove that ihe Gepthral
Intellme;.:;a Agency Library and the reglsters ghould sorve zil of
the Centrai In‘sllircnce Agency, and' that they ozn bast do aop if
adninfatared centrally, serarataly and spart from any ohe of the

consumsr officesr or divisiens,

Office of Reports and Estimites ~ An "Eatimates® Group, ss recommsnded
by the Committer i3 formed at the
highest isvel in the 0ffice of
Rerorte and Eatigates. By placing
this group so, instead of mmidng it
a separate office, duplication is
gvelded by not reguiring a special
ataff and research group to suppordt
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0ffice of Operations

OJffice of Speclal Projecta

a new office. It 1a bslieved the
regult dosired by the Committae,
1.8,y 2n witinate, eontrol and
\-\.___/ .- e
acordination of estimastes can be
obteined in this way witheut
requiring addltionsl, separats

surporting peracnnsl,

This office is left Inteet as in
the present organization bsegmu
its task Is the gvgrt collectipns a
of information, as distinguished
froa the covart methods used by
the 7fTica of Specinl Operaticns and

the' Office of Poliey Coordinatien,

Thiz is a new office comrriaing the
pressent Of{ice of Speclal Operalions
snd the Offles of Polioy Coordination
znd combines all covert operatvions
ints one office as recommended by the
Commities. It differg Prom the
Committes organization in that the
zdnindstrative services ars parformed
centrally, which eonferms to the
Buresu of the Budget's ide=n regarding

the awoidance of duplication. This
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srganization is similar to that
vhich functioned befere the
edeption of NSC 10/2, and for i+
to be placed in sffect now will
require the amendsent of X5 10/2.
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